This paper characterises the dynamically developing sector of modern business services in Poland, focusing particularly on HR Shared Service Centres (HR SSCs) and HR Outsourcing (HROs). The temporal, cost-related, and quality-related aspects of HR SSCs' and HROs' operations in Poland are presented, distinguishing the exogenic and endogenic conditioning of their competitiveness. Moreover, the scope of HR SSCs' operations in Poland is described. Four research hypotheses were formulated for the purpose of the study and were verified by means of the main research method, which is the analysis and critical assessment of the available subject literature and industry reports.
Introduction
The topic of this paper is the development of HR Shared Service Centres (HR SSCs) and HROs (Human Resources Outsourcing) in Poland. Many organisations, particularly international ones searching for effective and successful business solutions, decide to centralise their personnel processes in one place by creating HR SSCs. If they do not select this option they have the choice of commissioning some or all HR functions in a Human Resources Outsourcing (HRO) arrangement. HR SSCs and HROs are an important component of the modern business-services sector that is developing dynamically in Poland (BPO, SSC, ITO, R&D).
The objectives of this study are to describe the modern business-services sector in Poland, to specify the determinants of HR SSCs and HROs in Poland, to present the temporal, cost, and quality aspects of HR SSCs and HROs in Poland and to give an account of the personnel services rendered by HR SSCs in Poland.
The following research questions were posed: 1. What are the characteristic features of the modern business-services sector in Poland?
2. What are the main determinants of the development of HR SSCs and HROs in Poland? What are the endogenic and exogenic conditions influencing Polish HR SSCs and HROs?
3. Which aspects of HR SSCs and HROs (temporal, cost, and quality) will determine their further development in Poland?
4. What kinds of personnel services are rendered in HR SSCs in Poland?
The following research hypotheses were formulated in reference to these questions:
H 1 : The modern business-services sector in Poland, which has been developing dynamically for the last decade, is characterised by an increase in investments from Western Europe and the USA, the highest employment rate in Central and Eastern Europe, which continues to grow, and high positions in international rankings.
H 2 : The exogenic conditions influencing improved competitiveness at Polish HR SSCs are geographical location, incentive policies for foreign investors and labour costs, while the endogenic conditions are the quality of human capital and its management.
H 3 : Labour costs, and the quality of human capital and its management, will determine the further development of HR SSCs and HROs in Poland.
H 4 : Though a range of personnel services are rendered at HR SSCs in Poland, the main focus is on transaction processes.
The main research methods are analysis and critical assessment of the available reference books and analysis of reports from within the individual academic disciplines on the range of services offered by HR SSCs and HROs.
The Modern Business Services Sector in Poland
The modern business-services sector is one of the fastest growing areas of the Polish economy. Poland is the market leader on rate of employment in the sector in CEE (Central and Eastern Europe: Poland, Czech Republic, Hungary, Slovakia, Romania, Bulgaria). In recent years the region has taken on global significance as a business services location. So much so, that it now has 1000 functioning service centres supported by foreign capital from the USA and Western Europe. Without taking into account employment in family companies, employment in the sector in CEE is estimated at 270,000-300,000, which includes over 110,000 people in Poland. It is worth noting that within the last few years the average annual increase in the employment rate in the sector in Poland has remained steady at a level of approximately 20% and is the most stable of all of the countries in the region. There are now more than 400 service centres with foreign capital operating in Poland. These include Shared Service Centres (SSCs), Business Process Outsourcing (BPO), Information Technology Outsourcing (ITO) and Research and Development Centres (R&D). The number of investors involved is close to 300. More than 80% of the centres are in the seven main business-service areas of Kraków, Warsaw, Wrocław, the Tricity (Gdańsk, Gdynia, Sopot), Łódź, the Katowice Conurbation and Poznań (Górecki 2013, pp. 10-11) .
The conclusion to be drawn from the records and analyses of PAIiIZ (the Polish Information and Foreign Investment Agency, which for ten years has been publishing a list of the largest foreign investors in Poland, as well as information about direct foreign investments (FDI) grouped according to country of origin of the capital, firms and sectors) is that the modern business-services sector generates a large investment inflow for Poland. For instance, 20 of the 53 projects run in 2012 by PAIiIZ that resulted in a positive investment decision involved the modern business-services sector (Chojnowska-Haponik 2013, p. 6 ). If we remember that three out of four service centres operating in Poland were established following the country's entry into the European Union in 2004 it will be no surprise to learn that there has been a clear increase in investment inflow since that date (Górecki et al. 2012, p. 13) .
Poland is now one of the best locations for service centres based on the business model defined in reference books as "global sourcing" (Corbett 2004) . It has been correctly noted in Poland that the sector has only been developing for the last decade and that it now provides more jobs than coal mining (Grzegorczyk 2014a) . The Polish export brand has also been spotted abroad, which is demonstrated by a headline that appeared in the New York Times of 23 December 2013: "Future looks bright as Poles fill a niche". Taking the Infosys service centre in Łódź as its example, the article addressed the development of the modern service sector in Poland (Ewing 2013) .
It can be inferred from the available reports that Poland ranks 1 st in CEE, 2 nd in the whole of Europe, and 6 th globally for global outsourcing and offshoring jobs. What is more, the Hackett Group ranks Poland 3 rd for global service centre destinations and the country is mentioned in the same breath as China and India as one of the best places for business-services investment projects. The roll of honour does not end there. The latest Everest Group report stated that Poland was the only CEE country to be described as a "mature market" alongside Brazil, China and India. Finally, Poland has been ranked by global managers as the world's 13 th best host economy for FDI (Onshore 2013, p. 4) .
In Poland, a service centre is defined as an independent organisational unit that executes selected business processes (or their parts) for the benefit of enterprises. To be included in this category it should also employ over 20 people and perform at least one contract of at least one year in duration for the rendering of services (Micek, Działek & Górecki 2010, p. 14) .
The following elements of the modern business-services sector in Poland can be distinguished: Business Process Outsourcing centres (BPOs), which are firms specialising in rendering services mandated by other companies, Shared Service Centres (SSCs), which are separate, independent service units of a given company that run business processes allocated to them, and Research and Development Centres (R&D Centres), which are specialised companies doing research and development work ordered by other companies or separate company units doing research and development work. This final category also includes Software Development Centres handling advanced computer systems operations (Micek, Działek & Górecki 2010, pp. 14-15) .
Business processes in the field of HCM (human capital management) may be performed by SSCs (HR SSCs) or BPOs (HROs). If processes have been separated and allocated to a branch of the same company we are then dealing with a shared service centre, whereas when the selected processes (or their parts) have been mandated to another company we are dealing with an outsourcing centre.
It is possible in practice, however, to transform a centre into a separate unit that also performs services for external clients. In some cases, companies that wish to focus on their core activities will allocate certain back-office activities to a unit that is subordinate but operates independently. The next step on the way to implementing an outsourcing strategy is the total allocation of processes to an external company that has its own SSC and whose exclusive business activity is providing services to business entities (Ziółkiewicz 2010, pp. 67-68) .
Taking into account the geographical location of the allocated activity and the form of ownership of the entity performing the mandated business processes, the following types of units may be distinguished: onshore (located within the country), nearshore (located abroad in the same part of the world) and offshore (located abroad in another part of the world) (Majchrzak 2012, p. 48) .
In Poland we may talk of nearshoring (e.g. the transfer of services from the countries of Western Europe to Poland) or of offshoring (e.g. the transfer of services from the USA to Poland). According to the Association of Business Service Leaders in Poland (ABSL), one half of the capital invested in the centres comes from European Union companies and almost one third of service centres with foreign capital in Poland are American investments (Górecki et al. 2012, p. 27) .
Where shared service centres are concerned, transnational corporations that decide to allocate and delocalise mainly consider Asian countries as destinations, whereas smaller international companies choose new member countries of the European Union (Oczkowska 2012) .
The Internal and External Determinants of Competitiveness among HR SSCs and HROs in Poland
The issues and factors relevant to the development of a new business--services sector in Poland are regularly discussed at national and regional conferences. The conferences organised in Poland for the last five years by ABSL, which is a leading trade organisation representing SSCs and BPOs in Poland, are among the most important events of their kind in Europe (www. absl.pl/conference). ABSL, which was established in 2009 and is composed of more than 80 foreign and Polish investors, works towards changing laws and promoting new business trends and practices. Every year, one session at the European Economic Congress in Katowice is dedicated to "BPO, Shared Services, R&D Centres" (European Economic Congress 2013, p. 82).
Poland has certain comparative advantages in the area of cost reduction. These are good service quality, which rests on the high calibre of the staff recruited, and investment risk cover, which is connected with the country's economic situation (Pniewski 2008, p. 346) . Table 1 shows the most important external and internal determinants of competitiveness among Polish HR SSCs. Górecki (2013, pp. 42-72) , Onshore (2013, pp. 5-11) , Górecki et al. (2012, pp. 43-72) , Czuba (2013) , European Economic Congress (2013), Kalinowski et al. (2009 ), Adamkiewicz-Drwiłło (2010 .
Polish SSC and BPO managers have singled out the importance of the human factor and its quality: "A strong internal market of specialists is one of the greatest competitive advantages of the Polish economy. Thanks to a wide range of highly qualified and multilingual staff, global concerns choose our country as the Service Centre for their strategic projects" (K. Bestry in Czuba 2013).
As well as establishing their own education centres, SSC and BPO companies cooperate with schools and universities to organise specialist and practical courses (Michalska-Sabal et al. 2013, p. 18) . The opening of new postgraduate programmes and specialist courses to train and educate SSC specialists is a near necessity for this branch of business in Poland.
There is no doubt that good management of human capital reduces personnel risks (irregularities concerning supply and demand, hiring and firing policies, role division, evaluation, training and motivational systems) that might arise at HR SSCs (Winnicka-Wejs & Klich 2011, pp. 48-49) . The risk of activities being relocated to low cost locations can be minimised through the quality of human capital and by managing that capital well. This is of great importance in terms of the increasing demand for advanced services in years to come when services based on specialist expertise will contribute to the added value of the SSC and BPO sector in Poland. Poland also finds itself with a temporal advantage with regard to HR SSC and HRO operations. This means that companies are likely to favour the country because its geographical location enables global communication and offers very good connections with the major cities of Europe, which are no more than 2-3 hours' flying time away. The patterns of shift work adopted by such organisations ensure round-the-clock availability despite time differences (e.g. an HR SSC in Kraków -8.00 p.m., a New York-based company -2.00 p.m.).
The need for improved access time and shorter execution time may be what drives the allocation of personnel functions at SSCs. For instance, the professionalism of HR specialists at SSCs may reduce the time needed to perform particular functions. Appropriate organisation to simplify structures and procedures may not only free internal resources, but also allow more time for management. The technology applied can make it possible for staff teams to make more effective use of time.
Where time savings are concerned, the use of SSCs and HROs can shorten processes, ensure that deadlines are met (punctuality) and mean that the development of new products and processes (innovativeness) goes ahead more swiftly.
Time compression strategies, which mean the maximum amount at the lowest costs in the shortest time, may also be applied at HR SSCs and HROs. The instruments of time management may then be the following: SLAs (Service Level Agreements), which cover the question of keeping to deadlines while performing services, the concept of time management as a component of organisational structure and management directed at the fulfillment of certain time norms.
An SSC or HRO organisation may apply the following in the execution of HR processes: an exclusively sequential approach (assuming a certain order of operations, without the possibility of going back), exclusively simultaneous translation (individual sub-processes -such as ones which are partly independent of each other -are executed simultaneously and "meet" only at a certain moment) or a mixed approach (both sequential and simultaneous).
It must be noted, however, that the relevant factors are cost and quality and not the temporal aspects.
Costs
"Service centres are a new trend in Poland" (Klimek-Michno 2012) . If this is so, it is due, among other things, to reduced costs. It can be said that cost efficiency is a priority because relocation abroad is determined by cost and efficiency factors (Zorska 2007, p. 35) .
The tasks undertaken by SSCs typically involve cost settlement. Customers are charged for this based on the type or volume of the service, income, lack of billing, and market rates (Banachowicz 2008, p. 321) .
The benchmarks for fixing remuneration at SSCs may be market rates (the comparative uncontrolled rates method) the cost plus method or the transactional net margin method. The key to allocating personnel costs at SSCs may, for example, be the number of employees (full-time jobs). However, the starting point is to identify direct and indirect costs and to fix the level of market surcharge on costs. It is only then that they can be allocated to particular beneficiaries or customers (Szydłowska 2008, pp. 383-84) . It is certain that labour is responsible for a considerable proportion of the direct costs at HR SSCs and HROs. Poland has an advantage in this respect because its labour costs are lower compared to other countries, which means that it attracts foreign investors. Labour costs in Poland are 50% lower than in Western Europe, but twice as high as in India (Ewing 2013) . Table 2 shows average monthly gross remuneration in EUR in the business-services sector in Poland, the Czech Republic and Hungary for employees with a knowledge of English and HR processes.
Quality and Service Level
Polish HR SSCs and HROs provide high quality services. To reach and maintain these service levels standardisation and benchmarks are required. In practice, objectives are set out in SLAs (Service Level Agreements), while a final settlement is made according to SLAs that include benchmarks. Key Performance Indicators (KPIs), meanwhile, are defined systematically.
The major elements of SLAs are range of services, limits, Service Level Objectives (SLOs), Service Level Indicators (SLIs), penalty charges, optional services, exclusions, reporting, process management, reviews and proofreading (Radło 2011, pp. 136-37) . It is also very important to continuously improve and streamline the processes.
The appropriate HR service level is guaranteed by the employees who have been selected and trained for the HR SSCs and HROs. It is their skills that constitute the quality attributes of human capital in an organisation. Research has shown that honesty, customer orientation, quality orientation, cooperation and verbal communication are attributes that are very important to BPOs and SSCs in Poland. The expectation for the next five years is that candidates for most positions will be able to demonstrate qualities and capabilities such as creativity, a basic knowledge of economics, the ability to influence others, stress management and initiative (Kossowska et al. 2012, p. 78) .
The author's review of selected HR SSC job offers in Poland found that employers were looking for very good communication skills, the ability to work as part of a team, consistency, customer orientation and goal orientation. Regardless of the job title, the main requirements are a very good knowledge of the foreign languages specified, the ability to use MS Office and a university degree. Other requirements depend on the particular job title at the HR SSC concerned.
HR SSCs conduct their own searches for new employees but also work with job centres and outsourcing centres that specialise in recruitment for SSCs and BPOs. The following companies were seeking HR specialists in the research period: Lufthansa Global Business Services (LGBS Kraków Minimum of 2 years' operational management experience in an international environment; fluency in English / German; excellent written and verbal communication skills; university degree or relevant business experience; key stakeholder and client management experience at managerial level; proven track record in delivering results to an external client base through the effective team management; experience in engaging and motivating colleagues to create a satisfying work environment; high level of self-motivation and pro--activity; high orientation towards quality, improvement and service; ability to work under pressure and meet tight deadlines; strong problem--solving and decision-making skills; very good organisational and time management skills; 
The Range of HR SSC Activities in Poland
The transformations instigated by market globalisation, the internationalisation of economic activity and the free flow of intellectual capital mean that personnel officers are now facing entirely new challenges (Górska 2002, p. 95) .
The HR Shared Service Centre is one of the outcomes of that transformation. As P. Reilly has pointed out, despite various local institutional and legal limitations, what companies are aiming for is to create a shared brand, to raise their organisational culture to the highest possible level, to standardise their HR strategy and operations and to introduce a global service model in which as much as possible of the HR department's work is outsourced to distant and cheap service centres (P. Reilly in Dawid--Sawicka 2011, p. 16) .
In the terms of D. Ulrich's model (Ulrich 1997, p. 83) , an SSC is a provider of HR services and an "administrative expert"; it is the place that consolidates the HR administration of various businesses using a number of different channels, such as web, telephone and e-mail. In rare cases, though, where an HR SSC is located near to the staff for which it provides services, face-to-face contact is possible in the form of support teams. Modern self--service solutions, such as HR web portals, self-service personnel portals and contact centres, which are platforms enabling staff (internal clients) to communicate with the HR SSC, also play a significant role. Employees can use them to check authorisations, update personal data, learn about the company's current payroll policy, confirm themselves as the beneficiaries of particular benefits and to print forms.
Specialists at HR SSCs draw up individual projects for groups of locations or for individual locations. The execution of personnel functions through such a centre may, for example, involve payroll reviews, payroll--policy monitoring, the mass amendment of remuneration data and position metrics (Banachowicz 2008, p. 313) . Sample HR processes and types of personnel services rendered at Polish HR SSCs are set out in Table 4 .
More often than not the tasks performed at HR SSCs are of a transactional nature. These are tasks that are performed en masse, that are easily automated, that follow binding procedures, that are homogenous and that involve similar processes and can therefore be standardised.
An example is provided by Schneider Electric's Polish HR SSC, which performs processes that are standardised for all entities and can be accomplished remotely using IT tools, such as a Human Resources Information System (HRIS), a help desk or an HR question-registration system. There are some highly complex processes, though, that require very specific skills acquired over many years, that depend highly on local laws and norms or that require a physical presence (e.g. a recruitment process) that cannot be allocated to a service centre (Kowalska & Sobocińska 2011) . It should be noted that there are hardly any shared service centres devoted exclusively to HR: most are a good deal more wide ranging in the tasks they carry out. The most frequent of these at Polish business-service centres are finance and accounting, IT services, customer service and human resources management (Górecki 2013, p. 19) .
Summary
HR SSCs and HROs constitute a vital part of the developing sector of modern business services in Poland and the existing successful companies on the Polish market are attracting other investors. The German industrial concern ThyssenKrupp is planning to centralise financial, accounting and personnel services in the Gdańsk area (Tricity) at a centre that will employ 800 people over the next five years (Grzegorczyk 2014b) .
The hypotheses advanced in the introduction have been successfully verified. In Poland, where investment comes predominantly from the EU and the USA, there are HR SSCs (e.g. UBS, Lufthansa, Shell) as well as HROs (e.g. Cox, Fitzsimons & Wilkes, Devonshire, Modis International). The HR SSCs provide a variety of personnel services that mostly involve transaction processes, such as in recruitment and selection, performance management, training and professional development, payroll and benefits, HR administration, global mobility, and HRISs.
The establishment and development of HR SSCs and HROs in Poland is determined, above all, by labour costs and the quality of human capital; temporary factors are not taken into consideration. In addition to geographical location, incentives for foreign investors and the job market (including labour costs), the external determinants affecting the improved competitiveness of Polish HR SSCs and HROs also include the friendly and stable business environment and the thriving market for commercial property. The internal determinants of HR SSCs and HROs, meanwhile, are the quality of human capital and its management, which are factors that in the future may protect these entities against personnel risk and the risk that activities will be switched to locations where costs are lower.
There is a change underway in the SSC and BPO sector in Poland involving a transformation in the types of activities undertaken and the introduction of more advanced and creative services and processes. Does this trend extend to HR SSCs and HROs? Is the formula for HR SSCs and HROs in Poland going to change? There are no straightforward answers to these questions. Research carried out in the personnel departments of Polish companies (not at HR SSCs) has shown that routine activities prevail over creative ones in matters of personnel (Lipka, Król & Winnicka-Wejs 2011) . Transaction services are also prevalent in the HR departments of SSCs. What seems reasonably certain, however, is that changes in the human resources field are unavoidable and that investment in human capital and technology will be decisive in the further development of HR SSCs and HROs in Poland.
